Associate assessments give each stu-
dent information on how other students
perceive him. This information helps
him identify the areas in which he needs
to improve. The Leadership Assessment
Form (Other) used for this purpose con-
sists of the same leadership performance
indicators and rating scale that is found
on the self asscssment form. Along with
each associate assessment, each student
must also complete a self assessment,
This allows him to compare the way he
sees himself at that point with the way
others see him.

Instructor or cadre assessments are
conducted by trained assessors to give
each student multiple, independent as-
Ssessments of his leadership performeance.
“These assessments are based upon se-
lected training events in which a student
demonstrates leadership while performing
a task. The length of an assessment can
be less than 10 minutes (Leader Reac-
tion Course) or as much as 24 hours (a
platoon leader on 2 field training exer
cise}. An assessor must be knowledgeable
of the task a student is performing and
must be able to give him feedback on his
petformance as a leader.

Assessors (instructors or cadre mem-
bers) observe the behavior of a student-
leader, record it, classify it into compe-
tency areas, rate the student’s perfor-
mance in each area, and provide feed-

back in the form of an after action review.
Senior assessors (small group instructors
or platoon trainers) consolidate and in-
tegrate the assessment data, then counsel
each student and help him create a leader
development action plan of his own,

A student’s leader development action

. Plan, which is based upon all the assess-

ment information collected during the
Course, represents actions he can take to
improve his leadership ability, Each stu-
dent is expected to take this plan with
him to his follow-on assignment and use
it to become a better leader. There is no
requirement for the commander of his
2ew unit to do anything with the plan.

MASTER ASSESSORS

The Center for Atmy Leadership
trains and certifies Master Assessors to
design assessment programs, train other
assessors, and administer.and evaluate
the program. Only Master Assessors
can perform these functions, because
they are trained to ensure that there will
be high quality in 2 pragram’s.develop-
ment, implementation, and evaluation,

In the Infantry School, the Combined
Arms and Tactics Department administers
and evaluates the LADP. Each leader
training course (IOBC, IOAC, and AN-
COC) has a Master Assessor to design

and implement its specific program.

The Directorate of Training and Doc-
trine also has a Master Assessor to con-
duct assessor training for all the courses,
while the Directorate of Evaluation and
Standardization évaluates the effective-
ness of the program and provides the
results to the program administrator for
action,

“The Tnfantry School’s Officer Candi-
date School (DCS) and Ranger Course
are excluded from the program because
of the nature of their missions. Since the
OCS mission is similar 1o that of the
Cadet Command, the OCS leadership
assessment program Js designed .along
the lines of the Tadet Command's pro-
gram. In the Ranger Coutse, deater per-
formance is already tied directly to grad-
uation requirements.

“The Tnfantry School’s leader training
courses provide an environment in
which the student’s leadership skills can
be properly assessed -and in-which they
can be helped to grow professionally.
The Army’s infantrymen deserve the
best leaders they can get, and the Lead-

-ership Assessment and -Bovelopmeit

Program helps the School provide those
leaders.

Maljor Harry Christfansen is a leadership in-
structor in the Infantry Schooi and the LADP
Manager.

Developing Lieutenants

As you prepare to take command of
your infantry company, one of your key
tasks will be to develop your lieuten-
ants. You may have had only limited
experience in leading officers and limit-
ed training in techniques aimed specifi-
cally at developing licutenants. But
building a strong base of platoon leaders

CAPTAIN CRAIG J. CURREY

in your company will eliminate a num-
ber of problems and create a more co-
hesive unit.

The following tips are presented to
stimulate thought on how you might ap-
proach the job of professionaily build-
ing new officers. These tips concentrate
on day to day activities apart from a

formal officer professional development
program. They may at least cause you to
think about something you may have
overlooked.

The first is to consider your attitude
toward your officers and the tone of
your relationship with them. Remember
the techniques you liked when you were
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a platoon leader and use them on yours.
Your lieutenants wiil be eager to prove
themselves, so give them the opportuni-
ty to do so. Do not micro-manage them
put give them the leeway to execute a
mission and only minimum guidance to
make sure it meets your intent.

Keep ‘your door open so they can aj-
ways approach you with problems, offer
criticism, or seek your advice. Ajl-
though this tone is hard to achieve, it

will become the most important element

in developing the lieutenants,

Be confident in your actions but not
inflexible and arrogant in your attitude,
because you will make some mistakes,
Work with your licutenants for team co-
hesiveness. Give credit to them when
credit is due. Do not blame individual
platoon leaders for company failures;
you are ultimately responsible. Finally,
reward the lieutenants as you would any
other soldier. A kind word or a medal
can go a leng way in-belstering their
confidence and the desire to excel.

Once you have established two-way
communication with the platoon lead-
ers, seek their input on training and
company matters. Demand input on the
training schedule and feedback from
past training. Vaiue that input and apply
it to future training where it is appro-
priate. Furthermore, using a platoon
leader’s suggestion will build his con-
fidence while it helps the unit.

Do not be afraid to cross-check per-
sonnel decisions on awards, job changes,
promotions, and schools that have been
recommended by the noncommissioned
officer support channel. Your queries
will force a lieutenant to stay abreast of
decisions in the company that affect his
platoon and will also broaden his view of
a company commander’s balancing act.
Cross-checking also helps prevent mis-
takes from being made in the recommen-
dations.

You must also counsel your lieutenants
regularly in writing. In addition to ful-
filling officer evaluation report (OER)
requirements, say everything that is
on your mind, and use the sessions to
fine tune the company’s officers. Com-
ment on any problem area you may find
while bringing out the many good things
an officer is doing. Say the things that
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will not be covered in the OER. Com-
ment on all aspects of performance, in-
cluding off-duty conduct. Pulling your
punches at this stage may only lead to
larger, more serious preblems later,

Your reaction to a lieutenant’s mis-
takes is critical. When you find yourself
saying some of the traditional lines such
as “[ can’t believe you were that stupid,”
or **You did what in front of the battal-
jon commander?’’ stop for a moment
and give the officer specific construc-
tive guidance, Make sure he knows ex-
actly what went wrong and how to do it
properly next time.

Temperamental outbursts are not a
substitute for constructive guidance.
Remember, if you have not told them or
taught them something, you cannot ex-
pect them to know more than the basics,

Support honest mistakes that are
made aggressively. If your lieutenants
are developing well, they will not repeat
errots but will learn from them. Push
your executive officer and platoon ser-
geants to teach the lieutenants before
they make even their first mistakes.
Competence and confidence will' grow
out of leaders who aggressively seek
every training opportunity and who do
not fear retribution.

In teaching tactics, try a tactical exer-
cise without troops (TEWT) with the
platoon leaders and platoon sergeants.
After your company operations order,
ailow each of the platoon leaders to plan
his actions with his platoon sergeant. Go

to the various platoons and discuss each
plan with the licutenant. These discus-
sions will ensure that the platoon leaders
have solid tactical techniques before
they lead their platoons on 2 field train-
ing exercise, and will also ensure that
they know your standards.

If you are new in the company, the
TEWT can become a chance to verily
company standing operating procedures
and check each platoon leader’s tactical
ability. Also use your previous experi-
ence to teach them about forces and tech-
niques that they may not see in your
present unit. For example, if yours is a
light infantry company and you have
had mechanized infantry experience, in-
clude a mechanized company position in

~the TEWT. Teach the platoon leaders

techniques that you may not have time
to execute within your company, such
as a tire house, a quick-kill range, or
pathfinder operations.

Adopt a liberal policy of schooling for
your platoon leaders. Although it is dif-
ficult to have key leaders absent, plan a
rotation or periods in which they can
attend schools. Support off-post schools
such as the Ranger Course or the Infan-
try Mortar Platoon Course for them.
Build for their professional future so
they will be competitive for future jobs
in the battalion.

Make use of any on-post schools to
prepare a platoon leader for future exec-
utive officer positions. Such schools
will provide the added benefit of giving



you maore knowledgeable platoon lead-
ers who can better train their platoons
and fill in for the executive officer when
necessary-

In addition, begin to train your lieu-
tenants for some company command
functions. When discussing certain poli-
cy or training issues, begin with the
phrase ‘‘When you are a company com-
mander.’” As the platoon leaders be-
come more experienced, force them to
look beyond their platoons and see the
company as a whole. Explain to them
the process for your change of com-
mand inventory, for example, and your

monthly ten percent inventories. Let
them see what they will be doing so that
the officer advanced course will not be
their first exposure to company level
supply accountability.

Finally, support your lieutenants as
they prepare to leave the company by
caring for them and fighting for their
next duty positions. Make sure you
know the exact jobs they want and dis-
cuss a realistic priority of duty positions
with them. Do everything you can to en-
sure that the battalion commander gives
every consideration to your lieutenants
in Alling-duty-pesitions.

As a platoon leader leaves the com-
pany, present him with a company me-
mento such as a plaque at a company
formation. Give him the recognition he
has earned, and take satisfaction that
you have started him on a career of

professional development.

Captaln Craig J. Currey commanded a com-
pany in the 2d Battalion, 60th !nfantry, and
served as an assistant S-3 for training in the
2d Battalion, 75th Ranger Regiment, at Fort
Lewis. He is a 1982 graduata of the Uniled
States Military Academy and is now pursuing
a graduate degree at the University of North
Carolina, Chapel Hill.

Class 111 Operafions

When German General Erwin Rom-
mel’s Africa Corps began an offensive
campaign in April 1941, his intent was
to race across North Africa, defeating the
enemy and capturing key ports en route
to use in resupplying his forces. One of
these, Tobruk, was particularly signifi-
cant, because it was large and had fixed
facilities for unloading vast amounts of
supplies. Unfortunately, he found the
British Army a stubborn and tough
enemy who attacked his resupply con-
voys as they traveled across the desert
from Tripoli. More significant was the
deteriorating maintenance level of his
supply vehicles. .

Although he made it to Sollum, Egypt,
he had added more than 700 miles to his
supply lines. At the deepest point, 30 per-
cent of the fuel intended for his tanks was
being used by the vehicles transporting it.

By December, with its supplies ex-
hausted, the Africa Corps was in full
retreat and had abandoned hundreds of
vehicles and tons of supplies. Rommel’s
brilliant tactical successes had been
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defeated by his logistical failures.

Just as Rommel's army needed vast
logistical support to succeed in the
1940%s, so, too, does ours in the 1990s.
As the U.S. Army today acquires in-
creasingly heavier and more modern
equipment, its logistical needs increase
substantially. Even its light divisions re-
quire considerable logistical support to
accomplish their missions.

This article considers only one aspect

of that logistical support: Class IIT sup-
ply operations. It discusses planning con-
siderations and the assets available to
support Class If requirements as they
apply to the current mechanized infantry
battalion equipped with Bradley fighting
vehicles.

The expected fuel consumption for this
battalion’s combat vehicles is high (as
shown in Table 1), and factors such as
cold weather and adverse driving condi-
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